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CHAPTER 1 
INTRODUCTION 
1.1 Organisational Context 
The author is Chief Executive of the Bridge Project, which is a registered charity 
and a company limited by guarantee, with an annual turnover of approximately 
£2 million. The organisation employs approximately 70 paid staff on a mix of 
permanent and temporary contracts and 30 volunteers.   
 
The Bridge Project’s Mission Statement is “to assist those affected by addictive 
behaviours to make sustainable positive changes in their lives” (The Bridge 
Project 2009). This is achieved by providing a range of high quality integrated 
substance misuse treatment and harm reduction services, in partnership with 
relevant specialists, to adults, young people and their families.  
 
The senior management team is composed of the Chief Executive who is 
responsible to the Board of Trustees for the management and administration of 
the Bridge Project within the strategic framework and policy objectives set by the 
Board, for the motivation, well-being and efficiency of staff and volunteers and for 
enabling the Board to fulfil its functions. The Chief Executive is assisted by: -  
 
• A Director of Operations with overall responsibility for service delivery, 
performance management and quality assurance. Day-to-day responsibility 
for the effectiveness of services and staff supervision falls within the 
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responsibility of four Team Managers who ensure that project's aims and 
objectives, activities and tasks, outputs and performance indicators are 
achieved in line with service specifications. Team Managers are supported 
and line managed by the Director of Operations. 
• Director of Finance and Support Services, responsible for financial 
planning/monitoring and organisational support systems.  
• Director of Human Resources, responsible for: -  
 Ensuring an adequate supply of suitably trained and experienced 
personnel to deliver the charity’s corporate aims and objectives; 
 Ensuring all staff and volunteers are systematically trained and developed 
to meet the business needs of the organisation; 
 Ensuring policies and procedures are in place and effectively 
implemented; 
 Enabling the charity to demonstrate the practice of equality of opportunity 
and fair and reasonable employment in all areas of the corporate 
business; 
 The promotion of healthy and safe working environments free from stress. 
 
Appendix 1 shows the Bridge Project Organogram with the lines of accountability 
and responsibility.  
 
The charity delivers services across Bradford and is based in substantial city 
centre offices. The bulk of its income comes from contracts with statutory bodies, 
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in essence operating as a social business selling its services on a not for profit 
basis. Additional funds are generated through applications to charitable trusts 
and from donations. 
 
1.2  Area Under Investigation 
Traditionally Bridge has developed and acquired new business through the 
purchasing of its services by local commissioning bodies (e.g. Bradford and 
Airedale Teaching Primary Care Trust). Due to changes in legislation, the last 
five years have seen a significant change in the way services are commissioned, 
in particular the increasing use of competitive tendering. The main legislative 
requirements are the 2006 UK Public Contracts Regulations (HM Treasury 2006) 
that implement the 2004 EU Public Procurement Directives in the UK. 
 
The legislation is an extension of EU treaty obligations and applies to all public 
and publicly-funded bodies. The aim of this legislation is to open up the public 
procurement market to competition to ensure free movement of goods and 
services within the EU and to ensure equality of treatment through a standard, 
transparent process. The legislation is also consistent with the UK Government's 
agenda to ensure that publicly-funded bodies make procurement decisions on 
the basis of value for money achieved through competition. The principal 
requirement is to conduct an open and fair tendering process in all cases where 
that total value of the contract exceeds a specified threshold. 
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A result of competitive tendering is that public service contracts are now 
transferring between providers. This involves the transfer of staff to the new 
provider under Transfer of Undertakings (Protection of Employment) Regulations 
2006 (TUPE) (Department for Business Innovation and Skills, 2009). The 
regulations are designed to protect the rights of employees in a transfer situation 
enabling them to enjoy the same terms and conditions, with continuity of 
employment, as formerly.  
 
In April 2010 Bridge won a new contract to provide an Integrated Substance 
Misuse Service for Bradford South and West. The contract was formerly held by 
Ripple, a local charity that operated in the District for many years. 14 staff 
transferred to Bridge under TUPE and both the incoming and outgoing providers 
had obligatory responsibilities under TUPE. Overall, staff were relieved to 
transfer to Bridge, principally because the culture of the outgoing provider was 
perceived to be oppressive.  However, some staff experienced difficulties 
integrating into Bridge, including concerns about location, structure and culture. 
The area to be investigated is the management of change during the TUPE 
process and the how effectively staff integrated into the organisation. 
 
1.3 Strategic Importance Of The Area Under Investigation 
Bridge needs to understand its ability to manage change and effectively integrate 
staff into the organisation transferring under TUPE for the following reasons: 
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1. Risk of reduced organisational performance – If staff do not integrate 
effectively this will adversely affect  employee and organisational 
performance. 
2. Risk of damage to Bridge’s reputation – If staff are unhappy about the 
transfer process, they are likely to submit complaints to service 
commissioners and this could affect the organisation’s ability to win new 
business. 
3. Risk of long term damage to the organisation’s culture – If new employees 
lose confidence in Bridge during the transfer process, this may establish a 
paradigm based on mistrust and resentment towards management that 
may be difficult to change. 
 
It is important that Bridge uses this opportunity to learn from the process, 
understand its effect on staff and make recommendations that can be used to 
integrate staff more effectively into the organisation in the future. 
 
 1.4 Research Question and Objectives  
The research question is: How can Bridge improve its change management 
approach during the TUPE process to be more effective at integrating 
transferring staff into the organisation? 
 
There are three objectives of this research study: 
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1. To investigate the issues/problems that emerge as a result of the TUPE 
transfer process that affect the sociocultural integration of staff  into their 
new employer 
2. To investigate the ability of Bridge to effectively manage the transition of 
staff into the organisation and achieve successful acculturation 
3. To draw conclusions, make proposals and recommendations to improve 
organisational ability to manage future TUPE operations 
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CHAPTER 2 
LITERATURE REVIEW 
2.1 Change Management 
There is a large body of literature on organisational change and many theories 
on the management of change. One area where there is a consensus, is the 
notion that change is more frequent, complex and unpredictable than ever before 
(Burnes 2009, Hayes 2007). Change can be subtle and gradual, or 
transformational and dramatic. It is also difficult to achieve and manage 
successfully; Burnes (2009) suggests from a review of the literature that over 
two-thirds of change projects eventually fail. Choosing the most appropriate 
approach to change based on the type of change being undertaken and the 
circumstances is therefore a key element (Bamford and Forrester 2003). 
 
There is considerable disagreement within the literature regarding the most 
appropriate approach to managing change and most of the research is devoted 
to the private sector. It does appear though, that there are two main approaches: 
planned and emergent. 
 
2.2 Planned Approach 
Planned change dominated the theory and practice of change management 
throughout the 1950s until the early 1980s (Burnes 2004) and is based on the 
assumption that organisational change can be controlled and executed through a 
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series of pre-planned steps. Most of these theories are based on Lewin’s (1951) 
seminal (unfreeze, move, re-freeze) work.  
 
Numerous multi-stage models of change are presented in the literature, including 
Bullock and Batten’s (1985) integrated four-phase model based on a review and 
synthesis of over 30 models of change. Carnall (2003) developed the Coping 
Cycle comprising five stages: 
 
1. Denial. When faced with the need to change the first reaction by people or 
groups is to deny that there is a need for change. 
2. Defence. People defend their past practices and behaviours and deny that 
new ways are suitable. 
3. Discarding. When people realise that change will happen whether they like 
it or not they begin the process of discarding past behaviour that is no 
longer suitable. 
4. Adaptation. Not only must those affected by change adapt, but new ways 
must also adapt to the existing people and circumstances. 
5. Internalisation. People reach the stage where psychologically changes are 
no longer new but normal. 
 
The influence of the three step model can be clearly seen, with the unfreezing 
phase mapping to stages 1 to 3 of Carnall’s Coping Cycle. Balogun and Hope-
Hailey (2008) comment that the concepts of unfreezing and refreezing are still 
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important, however, they prefer the terms ‘mobilisation, move and institutionalise’ 
Whilst the usefulness of the steps is undeniable, critics of the model have argued 
that it is far too mechanistic and doesn’t cater for unseen events. Change is 
assumed to be a linear process and the reality of organisational life is that it far 
more complex than this (Burnes 2009). Dawson (2003) and Kanter et al. (1992) 
argue that re-freezing is not relevant for modern organisations operating in 
turbulent environments where the requirement is to be constantly changing. 
However, Lewin’s central point that if change is not embedded into organisational 
practice then there may be a reversion to the previous state retains merit. Collins 
(1998) criticises stepped models of planned change which he calls ‘n-step 
guides’. He argues that they are under-socialised and politically naïve and 
assume an over simplistic picture of organisational life in which managers 
coordinate change initiatives whilst employees conveniently comply. The reality, 
is that control and conflict are part of organisational life and the employment 
relationship. Social factors, emotion, politicking and human interpretation will all 
intrude and it is not possible to foresee the outcomes of carefully laid plans 
because of this. Carnwall (2003) agrees that change is a complex, social 
phenomenon and depends upon the creativity and vision of management. Whilst 
these are valid criticisms, it could also be argued that there is an over emphasis 
on the turbulence of the environment and apparent lack of control of the 
management. It is evident that there are many situations where management can 
and do manipulate and control the environment enabling effective 
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implementation of planned change. The key appears to be recognising the 
specific context of the change and judging the most relevant approach.  
 
2.3 Emergent Approach 
Critics of the planned change approach, tend to assemble under the banner of 
emergent change, although they are less clear on their agreement of an 
alternative. Emergent change does not see change as a singular event or linear 
process, but as a continuous, cumulative and unpredictable process (Weick and 
Quinn 1999). Central to this argument, is that in the modern business context 
planned, incremental approaches are unrealistic in a volatile and fast moving 
environment (Dawson, 2003; Wilson, 1992). Change has an emphasis on 
‘bottom up’ rather than ‘top down’ control. Hayes (2007), claims the rationale for 
the emergent approach stems from cultural and political processes within 
organisations responding to the constraints and demands in the environment. 
 
Kanter et al. (1992) believe transformational change can be achieved by a bold 
stroke (rapid change) or long march (gradual change over time) approach. They 
describe the ‘Big Three’ model for change: the internal and external forces that 
cause change, the types of changes these forces produce, and the activities 
required to manage the change process.  
 
Kotter (1996) developed a eight-step model which is well known and widely 
accepted through the study of fundamental and common errors that undermine 
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change efforts. The model, illustrated in Figure 1 advocates a top down 
approach, championing the concept of a shared vision and empowering people 
to act on the vision.  
 
Figure 1: The Eight-Stage Process of Creating major Change 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
                                      Kotter (1996, p.21) 
 
Establishing a Sense of Urgency 
Creating the Guiding Coalition 
Developing a Vision and Strategy 
Communicating the Change Vision 
Empowering Broad-Based Action 
Generating Short-Term Wins 
Consolidating Gains and Producing More Change 
Anchoring New Approaches in the Culture 
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Throughout the process, Kotter argues that the impact of the quality of leadership 
is crucial and correct sequencing of the stages is relatively important. The broad 
stroke effect of breaking down organisational change into a series of steps has 
obvious limitations in its application to the multitude of potential changes 
scenarios and their specific contexts. Change depends heavily on situational 
variables and no one model has a universal application. Kotter takes a strategic 
approach that focuses on the internal organisation and places little emphasis on 
the external environment. He also fails to take into consideration the human 
dynamics of change and the intrinsic transition of the process. 
 
2.4 TUPE Transfer 
A literature search revealed very little research on the effects of TUPE on the 
individual employee. Most discussions to date focus on examples of case law, 
applications and interpretation of TUPE and the development of legislation 
(Chartered Institute of Personnel and Development, 2010; Fletcher 2009). Whilst 
comparisons can be made with other forms of organisational change, there is an 
added element in that individually and as a group employees are ending their 
association with an employer and transferring to a new organisation. This can 
lead to psychological reactions and affect social identity. Furthermore, in contrast 
with other forms of change management where communication is a key aspect, 
the level of commercial secrecy surrounding TUPE transfer often precludes this 
(Fletcher 2009).  
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Cooke et al. (2004) argue that whilst TUPE Regulations are designed to protect 
employment rights, the nature of the employment relationship will change 
because the new employer will not be aware of all of the implicit agreements 
between the transferor employer and employee. This suggests, that whilst the 
formal contract between employee and employer will be protected, the 
‘psychological contract’ i.e. the mutual beliefs, perceptions, and tacit 
understandings between an employer and an employee could be arbitrarily and 
secretly changed by either party (Guest 1998). It should be noted however, that 
the nature of the employment relationship will not always change for the worse 
and that although the transfer is mandatory in nature, aspects of the working 
environment may improve for the employee for example opportunities for 
promotion and training (Cooke et al. 2004). 
 
For the purposes of developing a conceptual model, whilst the author has noted 
the dearth of literature on TUPE and its effects on employees, there is an 
extensive body of research on the human aspects of mergers and acquisitions 
and staff transitions which is relevant to this study. Acquisitions are where an 
organisation takes ownership of another and merger implies a mutually agreed 
decision to join together two organisations, although this unlikely to involve 
consultation with employees. In practice, acquisitions are rarely hostile and few 
mergers involve equals, rather both typically involve one organisation exerting 
power or strategic influence over another (Johnson et al. 2008). The human 
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aspects of TUPE transfer will therefore be largely similar to those involved in the 
merger and acquisition process.   
 
2.5 Psychological and Social Effects of Transfers and Mergers 
Cartwright and Cooper (1992) propose the reasons for the high failure rate of 
mergers cannot be explained in purely economic terms and that human factors 
need to be examined if we are to understand what goes wrong. Horwitz et al. 
(2002) agree and note that ignoring human resource and cultural issues will 
create long-term hidden costs. Seo and Hill (2005) contend that it is difficult to 
manage this type of large-scale change because of the impact on employees, 
such as turnover, stress, layoffs and illness. 
 
All forms of organisational change can be stressful for employees but mergers 
are particularly stressful, given the large scale nature of the change and that staff 
have to transfer their allegiance from one employer to another. Cartwright (2005)  
cites a range of studies where performance has fallen due to employees 
reporting lower morale and perceptions of organisational injustice. The greater 
the degree of change an employee experiences, then the greater will be the 
negative emotions they report which in turn lead to lack of trust in the employer 
and withdrawal of the employee (Kiefer 2005).  Anxiety is a common reaction to 
change and research suggests employees frequently report negative emotions 
such as anger, frustration and anxiety in response to change events (Fugate, 
Kinicki and Prussia, 2008; Liu and Perrewe, 2005).  
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In addition to the stress created by change itself, the high degree of uncertainty 
about the future of organisational and personnel changes is a significant source 
of anxiety.  Schweiger and Denisi (1991) conducted a longitudinal field 
experiment and found significant increases in perceived uncertainty, global 
stress, decreases in job satisfaction and commitment. Hirschman’s (1970) 
position is that people choose between exit, loyalty and voice strategies when 
they are faced with uncertainty and negative perceptions. They can either 
withdraw from the relationship (exit) or attempt to communicate their concerns 
and repair the relationship (voice). Where there is loyalty, to the organisation or 
clients for example, there is a greater probability that they will use voice 
strategies rather than exit. Hirschman’s model has since been extended to 
include ‘neglect’ as a strategy (Withey et al. 1989). Staff may choose to remain 
with the organisation but respond with reduced work effort, passivity, 
absenteeism and other undesirable behaviours. This is a risk particularly in a 
climate when jobs may be scarce or people have other reasons for not being 
able to leave, for example pension commitments. By providing a voice for 
employees and opportunity to express dissent this reduces the risk of them 
resorting to exit or neglect strategies. Employers should be mindful that the best 
employees will have more exit options (i.e. alternative job opportunities) which 
could leave them with the less capable employees neglecting their work. Loyalty, 
which normally has the effect of reducing the number considering exit as an 
option, may not be present during the TUPE process as employees will not have 
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the same alliance to the new firm. Therefore there may be an increase in 
turnover.  
 
Transitions that involve job losses have been shown to create a range of 
undesirable consequences in the survivors. Brockner (1992) reports symptoms of 
distrust, job insecurity, reduced motivation and depression leading to decreased 
performance. Fugate et al. (2002) comment that as organisational commitment 
reduces, employees are less involved with the job and more inclined to seek 
alternative employment. 
 
2.6 Staff Transitions 
Bridges (2002) describes change as situational, for example the location, team 
role or policies and transition as the psychological process people go through to 
come to terms with the new situation. His three-phase model is similar to Lewin’s 
but gives deeper insight into the emotional and psychological effects: 
 
1. The Ending: Letting go of the comfort and safety of the past and their old 
way of doing their jobs. During this phase people are dealing with loss and 
may experience anxiety, blame, fear and shock. 
 
2. The Neutral Zone: Navigating the uncertainty between what was and the 
emergence of the new environment. During this tranisitonary period there 
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is a high degree of uncertainty and people experience anxiety and 
confusion. 
 
3. The New Beginning: Accepting and operating effectively in the new 
changed environment. People experience integration and develop a new 
identity. 
 
Bridges argues that people working in environments engaging in change must 
progress through all three of these phases to achieve the desired outcome. As 
can be seen in Figure 2, these phases overlap and although people will be in 
more than one phase at the same time, transition is marked by the dominance of 
one phase as it merges into the next. Bridges comments that the single biggest 
reasons why change programmes fail is because managers neglect the emotive 
side of change and do not recognise the endings involved for people and plan for 
these. This important insight is a reflection on the resistance to change literature 
which often portrays emotive reactions as irrational and deviant rather than a 
natural human reaction to change. Again the similarities can be seen with 
Lewin’s approach, although the third phase of Bridges model ‘new beginnings’  is 
a metaphor more in keeping with the emergent approach which portrays change 
as ongoing and dynamic rather than the more static re-freezing. As with all 
models, there are inherent weaknesses and whilst the emphasis on the human 
side and emotion is an important addition to the literature the strategic and 
practical operational elements of other models are lacking.  
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Figure 2: The Three Phases of Transition 
 
Bridges (2002, p.70) 
 
Hayes (2007) notes that through mergers and acquisitions employees typically 
pass through stages of psychological reaction, for example denial, anger, 
depression before they can let go of their pre-merger identity and begin to accept 
a new identity with the post-merger employer (see Figure 3). Despite this 
opportunity for letting go, research shows employees tend to try and maintain the 
status quo during transitions and hold on to the past rather than develop a new 
identity (Chattopadhyay et al. 2001). This model is very similar to the five stages 
of grief (Kubler-Ross. and Kessler 2005) which argues that human beings must 
experience this range of emotions before they reach a stage of acceptance of the 
loss or change. If they remain stuck, for example in the denial phase then they 
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will be unable to move forward and embrace the new reality. For managers there 
is an important implication; that rather than treat emotions such as anger and 
depression as a problem, they should be acknowledged as a normal reaction to 
change or loss and mechanisms should be established to encourage the healthy 
expression of emotions and bring these processes to the surface. 
 
Figure 3: Psychological Transition Phases 
 
 
 
 
 
Resisting change and 
holding on to pre-
merger organisational 
identity 
    Letting Go 
 
Embracing change and 
seeking new post-merger 
organisational identity 
 
Hayes (2007, p.420) 
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Marks (2007), presents a framework for facilitating adaptation to organisational 
transition (see Figure 4). He argues that transition presents an opportunity for 
both individual and organisational renewal but for that to happen employees must 
progress through a natural process of adaptation.  
 
The framework consists of two tasks: weakening and ending forces that maintain 
the old position and strengthening forces that will lead to acceptance of the new. 
The tasks operate at two levels, emotional and intellectual and produce the four 
elements required for adaptation to the transition: 
 
1. Empathy. Communicating to employees that management understand the 
situation is difficult and acknowledging and accepting their feelings. 
2. Engagement. Getting employees to understand and support the need to 
end the old and accept the new. 
3. Energy. Getting employees excited about the prospect of the new 
organisation and support them to move through the adaptation process. 
4. Enforcement. Solidifying a new set of perceptions, expectations and 
behaviours that are congruent with the organisation. 
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Figure 4: 
 
 
     Marks (2007) 
 
Creasy et al. (2009) studied the employee-level factors and perceptions of 
managerial behaviours during the merger process and developed a model for 
improving success in company blending (acculturation) which is summarised in 
Table 1. They conclude that that employees who heavily identify with the new 
organisation will experience higher levels of job satisfaction and organisational 
citizenship behaviour which improve merger consolidation outcomes.  
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Table 1. 
Employee-level dynamics during the merger and acquisition process: 
management implications 
 
Key Factor Why it’s important 
Perceived management 
competence 
Direct impact on 
employee’s identity with 
the newly consolidated 
company 
Procedural justice Direct impact on the new 
established company and 
perceived employee 
support from the 
company 
Cultural discontinuity Co-mingling companies 
with vastly different 
cultures has a negative 
effect on establishing a 
new identity for the new 
company 
Employee identification Identifying with the new 
company improves job 
satisfaction and 
citizenship behaviours 
Perceived organisational 
support 
Leads directly to feelings 
of job satisfaction 
 
  Creasy et al. (2009) 
 
2.7 Social Identity 
Social identity theory was developed through the seminal studies of Tajfel and 
Turner (1979). The central hypothesis is that group members of an in group will 
seek to find negative aspects of an out group, thus enhancing their self-image. In 
the case of staff transferring through a merger, they may resent the legitimacy of 
the organisation they are joining and focus on the positive aspects of their 
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previous organisation and develop negative perceptions of the new employer. 
This can generate serious conflict (Marks and Mirvis 2001). Where the 
transferring staff perceive the new organisation to have a higher status, they are 
more ready to set aside their old identity and embrace the new.  
 
Van Dick et al. (2006) developed a model that aims to sustain organisational 
identification and increase job security during a merger. Firstly they argue that 
managers should aim for continuity in work routines, teams and communication 
channels. Secondly there should be clear and ongoing communication which 
also should consistently stress the positive elements of the new organisation. 
There is an important caveat to this, in that the communication must be genuine 
in that if it is used merely to manipulate the employees this can backfire and have 
serious consequences. 
 
Amiot et al. (2007) found that employees’ perception of fairness (or procedural 
justice) predicted greater identification with the new organisation, which in turn 
led to increased job satisfaction and decreased feelings of threat. Their studies 
confirmed the importance of procedural justice and its association with employee 
adjustments to mergers through the earlier work of Meyer (2001) and Lipponen 
et al. (2004).  
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2.8 Developing a Conceptual Model 
TUPE presents organisations with unique challenges, both in the way the change 
process is managed and facilitating the staff transition and integration. Whilst 
there are elements of planned change involved in the process, the highly 
prescriptive manner in which the transfer takes place, both through legislative 
requirements and because access to transferring employees is restricted by the 
outgoing employer means that no single model fits the context. In addition, the 
focus of this study is the transition of staff and their acculturation, together with 
the effectiveness of the change management process. This requires a 
combination of models that place different emphases on the steps to managing 
change and the emotional, social and cultural aspects of change and transition. 
For the purpose of developing a conceptual model, the author has combined 
relevant elements from a range of models, each with a different focus (see Table 
2). 
 
Table 2. 
Models Focus 
Marks (2007) Emotional and psychological 
Amiot et al. (2007) Social identity 
Van Dick et al. (2006) Social identity 
Creasy et al. (2009) Acculturation 
Kotter (1996) Planned change steps 
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There are areas of similarities between the models and overlap which have been 
indicated. There are also aspects that do not fit the context of this study which 
have been omitted. Finally each model offers aspects of uniqueness to the final 
conceptual model that provides a comprehensive framework that will address the 
research objectives. 
 
The conceptual model in Figure 5 is designed to represent a continuous process 
without a fixed starting point or order to the steps. Rather the aim is to facilitate 
continuous change and integration for the staff throughout the TUPE process by 
consistent application of all aspects of the model. 
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Figure 5. 
Conceptual Model for TUPE Transfer 
 
 
References: (M): Marks (2007), (A): Amiot et al. (2007), (V): Van Dick et al. 
(2006), (C): Creasy et al. (2009) and (K): Kotter (1996)  
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CHAPTER 3 
METHODOLOGY 
3.1 Research Philosophy 
An understanding of research philosophy and methodology is essential so that 
the most appropriate design and methods can be applied to address the 
research objectives. Easterby-Smith et al. (2010) describe two ways of thinking 
about research philosophy as shown in table 3: 
Table 3. 
Epistemology Assumptions about the best ways of 
enquiring into the nature of the world 
Ontology Assumptions about the nature of reality 
 
Easterby-Smith et al. (2010) give three reasons why understanding research 
philosophy is useful: 
 
1. It can help clarify research designs, including how it is gathered, 
interpreted and how this will provide answers to the research questions. 
2. It will help clarify the limitations of specific approaches. 
3. It can help the researcher understand designs outside their experience 
and adapt these according to the constraints of the subject. 
 
Morgan. and Smircich (1980)  described a continuum of ontological assumptions 
demonstrating the three different philosophical positions in relation to social 
science research; positivism, realism and social constructionism (Figure 6). 
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Figure 6. Continuum of ontological assumptions 
 
POSITIVIST      REALIST         SOCIAL CONSTRUCTIONIST
Reality as a 
projection of 
human 
imagination
Reality as a 
social 
construction
Reality as a 
contextual 
realm of 
symbolic 
discourse
Reality 
as a 
concrete 
process
Reality 
as a 
concrete 
structure
 
Morgan. and Smircich (1980)   
 
Saunders et al. (2009) describe the ‘research onion’ and the layers involved in 
the research design process (Figure 7). 
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Figure 7. The research onion 
 
 
Saunders et al. (2009) 
 
3.2 Positivism 
The positivist approach takes the stance that the subject under analysis should 
be measured by objective methods rather than subjectively (Remenyi et al. 
1998). One of the major implications for this approach is the value–free 
independence of the observer and the need to formulate hypotheses for 
verification. However, it can be argued that a value free approach by the 
researcher is impossible to achieve, as even the decision to adopt such a 
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perspective suggests a certain value position (Saunders et al. 2009). Positivism 
seeks causal explanations and laws, reducing observations to hard facts with an 
emphasis on structured methodology to facilitate replication. Despite the 
attractiveness of this approach, history tells us that major scientific 
advancements are not the product of such logical and rational methods but from 
independent and creative thinking (Easterby-Smith et al. 2010).  
 
3.3 Social Constructionism 
Social constructionism is at the other end of the continuum of ontological 
assumptions to positivism. The social constructionist approach, assumes that 
reality is holistic and socially constructed, rather than objectively determined. 
This view developed out of the application of the positivist model in the social 
sciences in the last half of the twentieth century. According to this approach, the 
researcher should not simply gather facts, but rather appreciate the different 
meanings and understanding people place upon their own experiences and the 
reasons for these differences. The social constructionist philosophy aims to 
interpret and explain a phenomenon, rather than search for laws and external 
causes (Easterby-Smith et al. 2010). Analysis is therefore subjective, through 
sensation, reflection or intuition (Remenyi et al. 1998). 
The elements of social constructionist and positivist philosophies are 
summarised in table 4. 
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Table 4. Contrasting implications of positivism and social constructionism 
 
(Easterby-Smith et al. 2010) 
 
According to Easterby-Smith et al. (2010) there are a number of strengths and 
weaknesses to the different approaches, summarised in table 5. 
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Table 5. Strengths and weaknesses of the different epistemologies  
 Strengths Weaknesses 
Positivist a) Can provide wide 
coverage. Potentially 
fast and economical. 
 
 b) Easier to provide 
justification policies 
 
a) Inflexible and 
artificial. 
 
b) Not good for 
process, meanings or 
theory generation.  
 
c) Implications for 
action not obvious 
 
 
Realism a)  Accepts value of 
multiple data sources.  
      
b) Enables 
generalisations beyond 
present sample. 
 
c) Greater efficiency 
including outsourcing 
potential 
 
a) Requires large 
samples. 
 
b) Cannot 
accommodate 
institutional and 
cultural differences. 
 
c) Problems 
reconciling discrepant 
information. 
 
Social constructionist 
 
a) Good for processes 
and meanings. 
 
b) Flexible and good 
for theory generation. 
 
c) Data collection less 
artificial 
 
a) Can be very time 
consuming. 
 
b) Analysis and 
interpretations are 
difficult. 
 
c) May not have 
credibility with policy 
makers. 
 
 
 
 
 
(Easterby-Smith et al. 2010) 
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3.4 Realism 
The realist position is based on the assumption that reality is what the senses 
show us and that objects exist outside the human mind (Saunders et al. 2009).   
 
To understand this philosophy the two forms of realism are contrasted below: 
 
• Direct realism states that what we experience through our senses is the 
true nature of reality. 
• Critical realism states that our senses only give us images of the world 
and that reality could be quite different, for example the senses can be 
deceived by an optical illusion.  
 
Critical realism is a compromise between the extreme epistemological positions, 
recognising that social conditions can be physically observed but also that 
concepts are human constructions (Easterby-Smith et al. 2010).  
 
From the realist perspective it can therefore be understood that gaining access to 
reality from one method can be problematic and that a number of approaches 
should be used when designing research. This technique is called triangulation. 
 
Table 6 represents the three main epistemologies and corresponding 
methodologies in the social sciences. 
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Table 6. Methodological implications of different epistemologies 
 
 
3.5 Philosophical Position 
The aim of this research is to understand how Bridge can improve its change 
management approach during the TUPE process to be more effective at 
integrating transferring staff into the organisation. 
 
The literature review has indentified that the sociocultural integration of staff is 
dependent on the individuals’ subjective interpretation of the change process and 
the psychological and social effects. Whilst it would appear that there are some 
tangible elements to the process, for example developing people and aligning 
systems, these are only relevant to the research question in terms of the 
meaning that is placed on them by staff. Clearly the focus of research is the 
meanings and understanding staff have placed on their experience, therefore 
social constructionism is the most suitable approach to the research design. 
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3.6 Research Strategy 
There are a range of research strategies including survey, case study, 
experimental, longitudinal, field work and action research. The research question 
and objectives will inform the choice of research strategy, data collection and 
analysis techniques and the timescale over which the research is undertaken 
(Saunders et al. 2009).  A single case study design has been chosen as this 
generally focuses on a single or small number of organisations, events or 
individuals over time. The single case study tends to come from a social 
constructionist epistemology, with advocates for multiple cases fitting with the 
realist or positivist approach (Easterby-Smith et al. 2010).  
 
Yin (2002) cited in Easterby-Smith et al. (2010) advocates the use of case study 
in social sciences but outlines the limitations, in particular the lack of scientific 
rigour, lack of generalisability and huge amounts of data produced which enables 
researchers to apply their own interpretations. He suggests therefore, that case 
studies should be clearly designed covering the main questions, unit of analysis 
and procedures for interpreting data.  
 
Case studies are particularly helpful in gaining an in depth understanding of the 
context and processes being enacted in the research (Morris and Wood 1991 
cited in Saunders et al. 2009). The strategy is most often used in explanatory and 
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exploratory research and can be a worthwhile way of exploring existing theory 
(Saunders et al. 2009).  
3.7 Research Methodology 
 In social science research, the technique of triangulation can be used to 
overcome problems of bias and validity. In this context, it involves the use of 
multiple methods and measures of a phenomenon (Cox and Hassard 2005).  
 
Whilst a social constructionist approach is used in this research study, it would 
be wrong to assume that this limits the research to qualitative methods of data 
collection (e.g. interviews, focus groups). Firstly because any of the research 
methods can produce quantitative (numbers) or qualitative (words) data and 
secondly because numbers can enrich the presentation of social constructionist 
research (Fisher et al.2010). In practice therefore, any of the research methods 
can be used in any of the approaches. 
 
For the purpose of this study, three different techniques have been identified: 
self-completion questionnaires, semi-structured interviews and secondary data 
analysis. 
 
Sample Size 
On 1st July 2010, 14 staff transferred to Bridge under TUPE. Table 7 summarises 
their employment relationship/status with Bridge at the 1st January 2011 and 
whether they will be selected for interview and questionnaire. 
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Where it is manageable to collect data from the entire population it is not 
necessary to select a sample (Saunders et al. 2009).  Stutely (2003) cited in 
Saunders et al. (2009) advises that where the population is less than 30 you 
should normally collect data from all cases to allow statistical analysis. A smaller 
population also enables: 
 
• More time to design and pilot the means of collecting data. 
• Collection of more detailed data. 
• More time trying to obtain data from more difficult to reach cases. 
 
The author’s intention is to interview and distribute questionnaires to the 
maximum number of employees possible where it is ethical and practical to do 
so.  
 
Employees who were made redundant will be excluded for ethical reasons. 
Where an employee has left Bridge employment, attempts will be made to 
contact the employee for inclusion in the research. Staff who were on maternity 
leave will also be included. 
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Table 7. 1st January 2011 employment status of staff transferred to Bridge 
Type of 
Employee 
Employment Relationship/Status Self-Completion 
Questionnaires 
Semi-
Structured 
Interviews 
1 Chief 
Executive 
Redundant at 1st July 2010 for 
economic, technical and 
organisational reasons.  
No No 
1 Service 
Manager 
Redundant at 1st July 2010 for 
economic, technical and 
organisational reasons.  
No No 
5 Drug Workers Employed by Bridge and in work 
throughout the transfer period 
Yes Yes 
2 Drug Workers Employed by Bridge but on 
maternity leave throughout transfer 
period 
Yes Yes 
3 
Administrators 
Employed by Bridge and in work 
throughout the transfer period 
Yes Yes 
1 Drug Worker Employed by Bridge and in work 
throughout the transfer period. 
Redundant at 31st March 2011 for 
economic, technical and 
organisational reasons. 
Yes Yes 
1 Administrator Employed by Bridge and in work 
throughout the transfer period. 
Obtained alternative employment 
and resigned from Bridge with effect 
from 7 January 2011. 
Yes Yes 
 
 
Secondary Data Analysis 
Secondary data include both raw and published data that has originally been 
collected for another purpose (Saunders et al. 2009).  Lancaster (2005) explains 
secondary data can be used to provide different and additional insights to data 
collected through primary methods and is often the research method of choice 
because accessing it is less time consuming and costly than primary data. 
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Furthermore, there can be a high degree of reliability and validity as it is 
anonymous and there are no consequences for respondents providing truthful 
answers. However, the data may lack quality and not be specific to the context.  
 
Saunders et al. (2009) describes three main sub-groups of secondary data: 
documentary data, survey-based data and data from multiple sources.  
 
The author has access to the following sources of raw, documentary secondary 
data: 
 
• Minutes of meetings and consultation events relating to the TUPE 
process. 
• Minutes of staff team meetings post transfer. 
• Staff supervision notes, appraisal and exit interviews. 
 
These sources will be used to provide qualitative data relevant to the research 
objectives. 
 
Self-Completion Questionnaires 
A self-completion questionnaire will be used to investigate the conceptual 
framework (Figure 5). The questionnaire will consist of closed questions using 
the Likert scale rating with an opportunity for additional comments to be added. 
The same questionnaire will be sent to the 4 administrators and 8 drug workers 
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identified in Table 7 using the delivery and collection technique (Saunders et al. 
2009). Time will be set aside for staff to complete the questionnaire during the 
working day and the Team Manager will arrange for their distribution and 
collection to encourage completion rates. Questionnaires will be designed to be 
anonymous and voluntary participation in the research will be emphasised. 
 
Advantages of this method include time and cost efficiency, consistency in the 
way questions are asked and the anonymous approach reduces the effect of the 
interviewer’s presence leading to responses that the interviewee deems to be 
socially acceptable. Disadvantages include closed questions that limit depth of 
responses, lack of opportunity to qualify responses and inconsistency in the way 
questions are understood. 
 
The questionnaire will be piloted with one administrator, one drug worker and 
one of the staff who was on maternity leave to allow modifications to the design. 
 
Semi-Structured Interviews 
Saunders et al. 2009 categorise interviews as structured, semi-structured or 
unstructured. Where the questions are either open ended or complex, structured 
interviews would be less appropriate (Easterby-Smith et al. 2010). 
 
Semi-structured interviews will be used as the main method to gather in depth 
qualitative data using a list of themes and questions that may be varied in order 
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and allowance made for additional questions to explore the emerging issues. 
This technique offers a higher level of reassurance to the interviewee as it tends 
to be more personal and has a higher degree of confidentiality than structured 
interviews. It also offers the interviewer the opportunity to identify non-verbal 
clues such as tone of voice and facial expressions that can be used to develop 
secondary questions. 
 
Table 8 compares the advantages and disadvantages of the three research 
methods and demonstrates that triangulation will be achieved. 
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Table 8. Comparison of Advantages and Disadvantages of Research Methods 
Secondary 
Data Analysis 
 
Reduced 
time and 
cost to 
complete 
+ 
 
High 
quality 
recent 
data 
+ 
Anonymity 
with 
truthful 
responses 
+ 
More time 
for data 
analysis 
+ 
Difficult to 
analyse due 
to volume 
and variety 
of data 
- 
Familiar 
with data 
+ 
No control 
over data 
quality 
- 
 
Not 
specific 
enough to 
area of 
research 
- 
 
Lack of 
opportunity for 
more 
comprehensive 
replies. 
Difficult to make 
forced choice 
answers mutually 
exclusive 
- 
No face 
to face 
contact. 
Lack of 
visual 
clues 
- 
Data may 
be 
uniformed 
- 
Self-
Completion 
Questionnaires 
 
Low cost 
and time 
to 
complete 
+ 
High 
quality 
recent 
data 
+ 
 
Anonymity 
with 
truthful 
responses 
+ 
Efficient 
method of 
data 
collection 
+ 
High 
comparability 
of answers 
and easy to 
analyse 
+ 
 
Familiar 
with data 
+ 
Control over 
data quality. 
Closed 
questions 
can clarify 
meaning for 
respondents  
+ 
 
Questions 
designed 
to ensure 
context 
specific 
+ 
Lack of 
opportunity for 
more 
comprehensive 
replies. 
Difficult to make 
forced choice 
answers mutually 
exclusive 
- 
No face 
to face 
contact. 
Lack of 
visual 
clues 
- 
Answers 
may be 
uniformed 
- 
Semi-
Structured 
Interviews 
 
Some cost 
and high 
completion 
time 
- 
High 
quality 
recent 
data 
+ 
 
Lack of 
anonymity 
with lack 
of truthful 
responses 
- 
 
Time 
consuming 
process 
for data 
collection 
- 
Difficult to 
analyse and 
compare 
answers due 
to varying 
structure of 
interviews 
- 
 
Familiar 
with data 
+ 
Reduced 
control over 
data quality. 
Open 
questions 
and less 
structure 
- 
Questions 
designed 
to ensure 
context 
specific 
+ 
Good opportunity 
to gain more 
comprehensive 
replies. 
Improved 
flexibility to 
answer 
questions  freely 
- 
Face to 
face 
contact. 
Ability to 
identify 
visual 
clues 
+ 
Ability to 
clarify 
content 
and nature 
of 
questions 
with 
interviewee 
+ 
 
Triangulation 
Achieved 
 
 
YES 
 
YES 
 
YES 
 
YES 
 
YES 
 
YES 
 
YES 
 
YES 
 
YES 
 
YES 
 
YES 
Adapted from Barnard (2008)
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3.8 Validity 
Saunders et al. (2009, pp. 603) define validity as: 
 
1. ‘The extent to which data collection method or methods accurately 
measure what they were intended to measure.’ 
And: 
2. ‘The extent to which research findings are really about what they profess 
to be about.’ 
 
This research is based on a single case study and only has internal validity to 
Bridge. It cannot be used to generalise for other organisations. 
 
Robson (2002) cited in Saunders et al. (2009) provides a framework that can be 
used to evaluate the threats to validity. Relevant aspects of this framework are 
discussed below. 
 
History 
Transferred employees reported experiencing a regime of harassment and 
oppressiveness under their previous employer. It is possible that the relief of 
transferring to a different regime, may mitigate against the negative emotional 
and psychological effects of the transfer that could be anticipated from the 
literature review. This may cause some employees to project more positive 
attributes towards the way Bridge managed the transfer process, than they would 
Student Number 0606923   Submission date 14 January 
2011 
46 
 
have done otherwise. However, for some employees reduced feelings of hostility 
towards Bridge may make them more objective in their evaluation of the transfer. 
 
Mortality 
The small size of the population under research means that any employees who 
drop out of the study may threaten validity. Efforts will be made to re-engage staff 
who leave Bridge employment for inclusion in the research. It is important to 
acknowledge the two managers that were made redundant who have been 
excluded for ethical reasons, may be a threat to validity. These individuals have 
grievances against Bridge and may have been able to offer important insights. 
Some secondary data, for example transcripts of group consultation events may 
offer valid data relating to these specific issues. 
 
Maturation 
Interviews and questionnaire completion will be taking place at least six months 
post transfer. The time lapse and events during the intervening period may affect 
employees recollection and perception of the transfer process. 
 
3.9 Reliability 
Reliability can be defined as: ‘The extent to which data collection technique or 
techniques will yield consistent findings, similar observations would be made or 
conclusions reached by other researchers or there is transparency in how sense 
was made from the raw data’ (Saunders et al., 2009, pp. 600). 
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Robson (2002) cited in Saunders et al. (2009) describe four threats to reliability 
which are discussed below. 
 
Subject or Participant Error 
Employees’ views of how effectively Bridge managed the transfer process and 
their integration into the organisation, may be affected by the time of the week 
they are interviewed or complete the questionnaire. To offset the potential for this 
error, efforts will be made to arrange for the questionnaire to be completed and 
interviews conducted at a time when employees are not normally busy, for 
example during the middle of the week. 
 
Subject or Participant Bias 
One of the major threats to the reliability of the research is the author’s role as a 
senior manager and the effect this will have on employees’ openness and 
honesty. Employees participating in the research may feel particularly vulnerable, 
as it has already been identified in the literature review that staff transitions may 
cause feelings of job insecurity 
 
Confidentiality will be emphasised throughout the research process and rigorous 
anonymity will be ensured during the questionnaire delivery and collection. 
Employees will be reassured that the author is not directly responsible for line 
management of any of the participants and no identifiable information they 
disclose will be shared with any other Bridge employee. 
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Observer Error 
To reduce observer error interviews will be recorded with the permission of the 
participant and will all be undertaken by the author. 
 
Observer Bias 
The author is aware that his own attitudes and values may cause bias and the 
results of the research may highlight aspects of the author’s performance as 
chief executive. This threat to reliability may be reduced by clarifying with the 
participant what they were trying to say, when there is any ambiguity to their 
responses. 
 
3.10 Research Ethics 
Research ethics relates to ‘the appropriateness of the researcher’s behavior in 
relation to the rights of those who become the subject of a research project, or 
who are affect by it’ (Saunders et al., 2009, pp. 600). 
 
The research will comply with the University’s Code of Practice and Data 
Protection Act (1998).  
 
Due to the author’s position in Bridge, gaining access to data and employees is 
relatively straightforward as he is effectively the organisation’s ‘gatekeeper’. 
However, this position of power emphasises the need for careful consideration 
and sensitivity towards ethical issues at all stages in the research process. 
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In respect of participants involved in the research for the purpose of collecting 
primary data, informed consent will be obtained in all cases. Participants will be 
given comprehensive written information about participation, their rights and use 
of data. This will include their right to withdraw from the research at any time.  
 
Confidentiality will adhered to at all times and all data will be anonymised. Care 
will also be taken to report the data in a manner that will be non-attributable to 
individuals. Individuals’ rights to privacy and respect will include aspects such as 
ensuring a confidential, secure environment for undertaking interviews and 
sensitivity to participants’ comfort and feelings when asking questions. 
 
A rich source of secondary data will include staff records and data held by the 
organisation on former employees. Section 7 of the Data Protection Act (1998) 
gives an individual the right to be informed by someone using their personal data 
what data is held, the purposes for which it is held and to whom it may be 
disclosed. However, under Section 33 personal data processed only for research 
purposes is exempt, provided that: 
 
1. Data is not processed to support measures or decisions with respect to 
individuals. 
2. Data is not processed in a way that damage or distress may be caused 
to any individual 
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3. The results of the research or any resulting statistics are not published 
in a form which identifies individuals. 
 
Secondary data will therefore be used on employees without obtaining informed 
consent, whilst strictly adhering to the Data Protection Act (1998). 
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